DOCUMENT RESUME 



ED 046 436 



LI 002 453 



AUTHOR 

TITLE 

INSTITUTION 
SPONS AGENCY 

REPORT NO 
PUB DATE 
NOTE 



Burrows, J. H. 

Persistent Problems in Svstem Development. 

Mitre Corp., Bedford, Mass. 

San Mateo County Superintendent of Schools, Redwood 
City, Calif. 

M68-12 
Jun 70 
4 8 p . 



EDRS PRICE 
DESCRIPTORS 



IDENTIFIERS 



EDRS Price HF-f0.65 HC-S3.29 

Computer Oriented Programs, ^Educational 

Administration, ^Information Systems, Information 

Utilization, Organizational Change, ^Problems, 

*Svstems Development, ^Technology 

Management Information Systems, PEP, Prepare 

Educational Planners 



ABSTRACT 



Technological innovation in the form of the 
introduction of a formal information system represents change to the 
people within the organization. This paper (presented to California 
Educational Administrators participating in the Executive Information 
Systems program of Operation PEP — Prepare Educational Planners) is 
directed to these managers who initiate the introduction of a new 
system and are responsible for the successful assimilation of it into 
their organization. Such a change presents problems, which if not 
approached correctly, can negate any anticipated benefits. Problems 
of organization involve the top management, middle manaqers and the 
bottom of the organizational structure. As institutors of a new 
information system, the top-level managers must be certain that those 
below them feel and derive benefits as active participants in the 
system design, development and use. Problems of change and growth 
encompass: (1) changes in information flow and availability, (2) 

personnel growth, (3) applications, (4) cost, and (5) new employees. 
The problems resulting from the consideration of standards versus 
adaptability when contemplating a new information system must be 
settled by top management in light of the particular needs of their 
organization so that it will be flexible and workable. (SG) 
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Operation PEP is funded by a U.S. Office of Education Grant Award under Title III of the Elementary 
and Secondary Education Act of 1965 (P.L. 89-10). 
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Collectively, these reports provide a basic overview of information system tech- 
nology; individually, they focus on some of the specific aspects associated with the de- 
sign, development, implementation, and use of information systems. 
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For several years I have been associated with an organization whose major 
area of endeavor is to assist in bringing about the improvement of our customers' 
operations by helping them to acquire systems that provide new or more timely 
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aware of the fact that the mounting volume of reports and publications are overwhelming 
them. They see information systems as a means of simplifying their problems of 
collecting, processing, generating and distributing data. But they may not see clearly 
the implications and dangers of change. It is to these people that this paper is addressed. 




CO co 
Q C >• 
LU CO 




ZrC 

O 

I". 




o 

LU 

X 

LU 




o 





CD 




# 



4 




7 



STANDARDS VS. ADAPTABILITY 
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components of an organization. 
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Bottom 

Can On!y See Additional Work 
Will Resist Incomplete Evaluation 




Solution 

Understanding of Goals and 
Measures at Each Level 
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ERIC 



This is particularly important at the lowest (operational control) level. Since this 
level usually is responsible for generating reports for upper management, those 
responsible for the reports should have access to them as soon as they are pro- 
duced. The implications of what they are contributing to the reporting system 
should be evident first to those responsible for generating reports — even if this 



means equipping them with additional data processing aids (output as well as input 
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Personnel Growth Environment 
Extension of "Span of Control” 
Special Staff vs. Developing Lower Levels 
New Functions at Higher Level 
Interactive Experience 
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proposals or plans coming from below; and final agreement on the operating plan 
for each subunit being the final step before execution. Actually even the one-, 
two-step philosophies result in three-step activity; it is just more efficient, 
leading to faster and more effective convergence, to plan the three-step rather 



drawback of using a computer to "solve" a problem may be that it does too 
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New Applications 
Add-Ons Without Rethink 
New Uses of Old Data 
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system evolves, there is a tendency to consider that which alreadj' exists as 
sacrosanct and unchangeable, while the appropriate overall design may require 
changes in procedures and programs for areas already supported. This is to 
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or people. People report not only what they think you want to hear but 
what they think would be useful (either to you. or them) for you to know: 
that is, the meaning is partially embedded in the use. The filter took 
into account eh original expected or stated use; it might not be applicable 
to the new purpose. 
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SYSTEMS” PROGRAMMER 



Thus far this report has focused on internal problems associated with the introduction 
of new technology into an organization: problems of organizational form, personal relationships 
and responsibilities. (I cannot stress enough that significant change is painful, and pain, potential 
or felt, needs attention or it can divert the entire effort. ) 
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These specialists cannot handle the problems I have written about to this point. They 
can help, but the basic responsibility for facing those problems is yours, and it cannot wholly 
be delegated. 



Development Team 
User-Organization Stability 
Developer-Operator Mismatches 
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The importance of an interdisciplinary development team is discussed by J. A. Evans in 
"A Framework for the Evolutionary Development of an Executive Information System," (see Preface 
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* Goals and objectives are discussed in J. H. Burrows, "Information System Overview, ano. in 
J. A, Evans, o£^ cit (see Preface). 



the estimated bill for services to be rendered. Short of that, management compromises must be made, 
and such compromises usually are outside the area of responsibility of the development team. Effective and 
timely mechanisms to accomplish this must be established. 
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quate initial implementation (requiring subsequent modification) is by far preferable over 
delivered, up-to-date design on paper only. 



every organization has one or more ' 'immovable objects. " Max Planck, 
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and regroup to consider alternatives. Don't just drift. 
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an investment of time the time of those who will use the system as well as of those who will 

contribute to the design, development, acquisition and implementation (the specialists) of the 
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the sum of all other costs and thus can be the determining factor in regard to cost versus 
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Aspects of Standardization 
Nature of the Problem 
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See J.A. Evans, cit (refer to Preface). 



Aspects of Standardization 
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volved. While the savings in training, maintenance and software are obvious if the types 
within a system are minimized, taken to the extreme this would imply one type for everyone. 
Someplace the costs outweigh these benefits. 
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example, you desire detailed population growth predictions, forecasts of economic growth, 
and other data useful for planning purposes. 
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Approaches to Standardization 
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Common Understanding of Data 
and Its Use 

Data Definitions: What Is It vs. Coding 
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Most of us are familiar with the dictionary approach to definitions. To most people using 
the system, however, definitions would speak to the use of the data: Why is it wanted? How is 
it to be used? 
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formal information system that apparently lacks feeling and judgment and that progressively loses 
data context as it carries the information to higher and higher (management) levels. This is a 
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EXECUTIVE INFORMATION PERSISTENT PROBLEMS 
SYSTEM IN SYSTEMS DEVELOPMENT 




accomplishments are in the technical domain of 
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munication in order to adapt. This requires a flexibility that is hard to achieve 
but sweet to contemplate while proceeding with the formulation of a new or improved 
information system to assist in managing and conducting the business of the organization. 
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